=i s ’ ]
U lonatom wo e /| [
\ % AT/ * //

Shrewsbury Public Schools

N =) Joseph M. Sawyer, Ed.D.

NESS=—==2N7

Superintendent’s Budget Message
March 14, 2012
Dear Shrewsbury Community Members,

It is with mixed feelings that I present to you our administrative budget
recommendation for the Shrewsbury Public Schools for Fiscal Year 2013. I am
conflicted because I continue to be enormously proud of the exceptional results
our students and educators have continued to achieve in an extremely cost
effective manner, yet I am very concerned about the impact the reductions
recommended within this plan will have on our educational program.

The School Department delivers superb value to our stakeholders. As many of
you are aware, a national study recently noted that Shrewsbury placed in the top
2.8% of over 9,000 school districts in the nation with regard to “return on
investment” relative to the academic results achieved for the amount of funding
provided. The College Board has named Shrewsbury to its Advanced Placement
Honor Roll for the second year in a row for increasing the number of students
participating in rigorous courses while simultaneously maintaining very high
performance. Our results on various exams rank our schools as among the best
in Massachusetts, while our students continue to earn accolades and recognition
for excellence in music, the visual arts, speech and debate, and athletics. Our
schools have a well-deserved reputation for having strong cultures, where
students act respectfully, make meaningful connections with caring educators,
develop good citizenship skills, and contribute thousands of hours to serving
their community. The excellence of our schools contributes significantly to the
quality of life in our town and substantially to the value of our property, and it is
remarkable that all of this has been achieved with a cost per student that
continues to be in the lowest 10% in the state. Unfortunately, while we have
been able to maintain very strong performance with this level of investment, it is
important to note that we have made difficult decisions to reduce positions and
program over time to stay within the limits of the financial resources available,
and without additional investment over time our performance will be
unsustainable.
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Those of you who know the recent history of the School Department budget
know that we have implemented a variety of cuts over time. These include the
loss of reading specialist teachers, technology specialists, professional
librarian/media specialists, and curriculum leaders in our elementary schools;
the elimination of foreign language programming in grades three through five;
the disbanding of our auto shop program at the high school; higher class sizes
and special subject caseloads; and reductions in specialty programming such as
video technology in our middle schools —just to name a few. Textbook
purchases have been postponed, funds for supplies and materials have been cut
back, and investment in educational technology hardware deferred.
Additionally, other programming has been sustained only by shifting the cost
burden to families through a variety of fees for transportation, athletics, co-
curricular activities, and music lessons.

Given the structural deficit our town has faced for some time, many of these cost
mitigation measures occurred prior to the economic downturn, and others more
recently. Our educational program has actually weathered the recession fairly
well to date, largely due to the availability of millions of dollars in federal
stimulus funding that made up for reductions in state and local funding. We
have also benefited from contractual agreements with employee groups that
made adjustments to compensation and health care contribution rates that
enabled the district to preserve jobs that would otherwise have been cut.
However, next year the combination of the loss of federal funds that directly and
indirectly support our current budget; stagnant state funding; wage and
inflationary pressures; and the need to support a variety of mandates have
brought us to a tipping point where we cannot sustain our current program with
the resources that will be available to us. The difficult reality we face is that we
cannot close the gap created by cost increases and lost funding without
significant reductions in personnel that will result in higher class sizes and
reduced services across the district.

This budget recommendation is based on a variety of factors. Over the past
several months, input has been solicited from students, staff, parents, and the
public regarding what our school district’s priorities should be. In December, the
School Committee approved a set of strategic priorities and goals for the next
five years, and these have guided the administration’s decision-making
regarding what resources to try to preserve while considering how cuts might
damage our long-term ability to implement these priorities, as well as what kinds
of positions stand a greater chance of restoration when the fiscal environment
improves, as historically it has been more difficult to restore cuts related to
programs. We were also guided by our district’s core value of equity, and as a
result this reduction plan is spread across the entire district and across different
job categories and programes; it also takes recent history into account as to where



previous reductions have been made. Another key consideration was
minimizing the impact of cuts on employees by using attrition wherever possible
in order to reduce positions while minimizing layoffs of successful newer
employees in whom we have invested time and resources and whose talent and
commitment we wish to retain for the long term.

In January, the administration identified a $5.4 million budget gap consisting of
about $2.4 million in lost funding due to the exhaustion of federal stimulus
money and Circuit Breaker reserves that were made possible by federal funding,
combined with just under $3 million of projected increased costs. When I
presented this information, I noted that some of the projections would change as
we became more certain of actual costs for next year, and I am sorry to report
that our obligations have increased by about $200,000 since that time, mainly due
to evolving special education costs for specialized placements outside of the
school district. The current, updated gap between what would be required to
advance our current program and this year’s funding level is slightly more than
$5.6 million as a result.

In his initial town budget recommendation, Mr. Morgado, our Town Manager,
recommends an increase of $2,451,140 to the School Department’s appropriation,
which helps close this gap significantly. However, an additional $3.2 million
would still be needed to maintain our current program. As the resources that
will be available cannot provide this level of funding, the budget
recommendation that follows cuts $2,312,977 of the remaining gap, mainly
through the reduction of personnel as well as through the reduction of some
operational costs to offset necessary increases in others. A summary of the
budget recommendation is illustrated in the table below.

Fiscal Year 2013 School Department Budget -Recommendation

Fiscal Year 2012 — current year appropriation $47,139,676
Lost funding (federal stimulus & Circuit Breaker reserves) $2,451,140
Projected operational cost increases before adjustments $1,422,031

* Special education out of district tuition and in district cost
increases - $706,879

* General operations increases (staff continuing education,
transportation, substitutes, general inflation, etc.) - $715,152

Projected personnel cost increases before adjustments $1,735,895
* Based on contractual obligations
* No new positions

Total required for level service budget $52,748,742

Proposed personnel cost reductions ($2,061,612)




Proposed operational cost reductions ($251,365)
Total proposed reductions ($2,312,977)
Town Manager’s initial recommended increase $2,451,140
School Department additional recommended increase $844,949
Total School Department FY13 recommendation $50,435,765
Recommended increase in appropriations FY12 to FY13 $3,296,089
Recommended percentage increase over FY12 appropriation 6.99%

The $2.31 million in proposed reductions will have a significant impact on our
educational program next year. The table on the following page lists these

reductions.

Fiscal Year 2013 School Department Budget — Proposed Cost Reductions

Early Childhood/Elementary Schools

* Hiatus — 1.0 FTE Beal principal

* Offset cost of 1.55 FTE instructional coaches through eligible
grants/tuition

* Reduction - 3.0 FTE Grade 1 classroom teachers at Beal
(overflow returns to Floral site increases class size at Floral; shift
Beal FTE to full day kindergarten tuition account)

* Reduction — 1.0 FTE Grade 2 classroom teacher @ Coolidge

* Reduction - 1.0 FTE Grade 4 classroom teacher @ Coolidge

* Reduction — 1.0 FTE Grade 4 classroom teacher @ Paton

* Reduction - 1.0 FTE Grade 1 classroom teacher @ Spring Street
* Reduction — 1.0 FTE Grade 4 classroom teacher @ Spring Street
* Reduction - 4.0 FTE paraprofessionals (or equivalent hours)
(Note: Position offsets through grants/additional full day
kindergarten results in net elementary position loss of 8.0 FTE)

$810,594

Middle Schools

® Reduction — 2.0 FTE curriculum coordinators

* Hiatus — 0.2 FTE foreign language director (Nov. retirement)
* Reduction — 1.0 FTE technology teacher @ Sherwood

* Reduction - 2.0 FTE Grade 6 team teachers @ Sherwood

* Reduction — 2.0 FTE Grade 7 team teachers @ Oak

* Reduction - 2.0 FTE Grade 8 team teachers @ Oak

* Reduction — 1.0 FTE special education teacher @ Oak

* Reduction - 4.0 FTE paraprofessionals (or equivalent hours)
(Net position loss = 14.2 FTE)

$659,160

High School
* Hiatus — 0.6 FTE foreign language director (Nov. retirement)
* Reduction — 0.4 FTE foreign language teacher

$591,858




* Reduction - 1.0 FTE English teacher

e Reduction — 1.0 FTE mathematics teacher

e Reduction — 0.6 FTE science teacher

e Reduction — 1.0 FTE social science teacher

e Reduction — 1.0 FTE visual arts teacher

* Reduction — 4.0 paraprofessionals (or equivalent hours)
(Net position loss = 9.6 FTE)

Operating Costs
e Vocational tuition decrease due to enrollment $251,365
* Elimination of tutoring requirement — No Child Left Behind
* Reduction in contracted services for special education

* Various miscellaneous reductions

Grand Total Proposed Cost Reductions $2,312,977
Total FTE positions removed from budget 38.35
Total FTE positions removed from the educational program 31.80

Impact on the Educational Program
The effects of the proposed budget plan include:

* Class sizes well beyond School Committee guidelines in all sections of Grades
4,5,6,7,and 8, with averages of 29 students per class across those grades.
* A small number of other elementary classrooms will have class sizes slightly
above guidelines, including Grade 1 classes at Floral Street and Spring Street (23
students) and Grade 2 at Floral Street (23 students).
* Class sizes will go beyond guidelines in many high school classes, but the
actual enrollment in courses will not be determined until late spring after
registration and scheduling is completed.
* The high school will also reduce the number of offerings in the visual arts.
* Sherwood will have fewer technology class sections.
* There will be reduced administrative capacity as follows:

- Shared principal position between Beal and Paton

- No foreign language director for most of the year

- Less support for curriculum and instruction and less capacity to

supervise and evaluate staff at the middle schools

* Level funding for athletic programming may require additional revenue or
program cuts to cope with rising costs.
* Level funding for textbooks and school-based budgets will continue to squeeze
operations and require deferral of investments.
* Small increase in technology funding will delay implementation of some
strategic initiatives and keep the district behind the curve in replacing aging
technology hardware, unless alternative funding can be accessed.



Mitigation Efforts

The school district has put two major mitigation efforts into place to reduce the
human cost of these reductions. The first is to take available classroom space due
to reductions and convert the majority of our half day kindergarten positions
into full day positions. This will open significantly more slots for tuition-paying
students, and this tuition will offset the cost of shifting teacher assignments from
two half day sections to one full day section, providing slots for teachers who
otherwise would have been laid off. The second was to offer a retirement
incentive to those teachers who had not already declared they would retire at the
end of June. At this time, eight staff members will take advantage of this
program, and we only will need to replace two of them — the differential in
savings between not replacing a veteran staff member who retires and a layoff of
a newer teacher with a lower salary, plus unemployment costs, is substantial. As
a result of these efforts, and by taking advantage of retirements and leaves of
absence that were already planned, the actual number of layoffs of professional
staff should be in the single digits despite removing over 30 positions from our
budget.

Conclusion

I truly wish I was presenting a different budget recommendation than this one,
as the cost reductions contained within will compromise our ability to deliver the
quality of education our students will require for them to be successful in the
decades ahead. It is important to note that this recommendation still requires
about $850,000 in funding beyond the Town Manager’s current recommendation.
If the School Department is required to reduce costs further, there will be
additional personnel reductions that will increase and intensify the negative
impact this plan already includes, including pushing class sizes higher and the
likely elimination of some programming. It is my hope that between state and
local resources, this additional funding can be provided so that further cuts
beyond these recommendations will not be required.

Please don’t hesitate to contact me if you have questions or feedback regarding
the budget. I may be reached at 508-841-8400 or jsawyer@shrewsbury.k12.ma.us.

Respectfully,
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Joseph M. Sawyer, Ed.D.
Superintendent of Schools



